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SURJECT: NOTES ON THE SECTIONS IN THE PIULLESY REPCRT PERTAINING

TO ICAPS -
INTRODUCTION

ICAPS has read with interest the "Dulles” Report severly criticizing
the Covernmentts civilian intelligence activities and suggesting detaiied
troad-scale reorganizations.

We note with especial interest that the element of “direction® con-
tained in the word "coordination®, so frequently used throughout this
report, is unduly eophasized. This factor 1s usually unacceptable
to most of the interested Agencies and individuals. Usually the IAC
have insiated cn Ycooperation? rather than "eoordination,® so agreed
papers camnot be written in "precise®™ language. Even cocperation, in
practice, has often been given reluctantly or on a limited scile (not
only among the IAC Agencies but within CIA itself and also within the
Departments). Accordingly, we heartily endorse the Report's statement
on Page 45 ".....coordination in such a complicated field as intelligence
cannot be achieved solely by directives and without the fullest cooperation
of the interested departments.” -

Whereas ICAPS is thoroughly in accord with actively directed coordination,
it fails to see how in practice this can be put into effect without real
over-riding authority for CIA. Thus, in Washington, it thinks unrealistic
the Report's statements on Fages L2 and 55: "In spite of these caleculated
linitations on the authority of the CIA, it is clear theai the Agency was
expected to provide the initiative and leadership in developing a coordinated
intelligence systen." "..,..lack of authority in a specific situation should
not deter the Central Intelligence Agency from exercising its recponsibility
to sucmit recomendations so that proper coordination will result.®
Although the Director of Central Intellipgence is not fprohibited® by the
IAC or Oy other restrictions from submitting his recommendations to the
ISC without IAC approval, in practice this would constaptly cause dissension
and friction with the IAC Agencies with whom this Agency must work.

Also, without such definite autherity, z situation may well be "grasped®
{understood) but may not be effectively changed. It is noted on Page hi:
“The Act does not give the CIA independent authority to coordinate intelli-

gence activi?ies“; yet many of the recommendations linge upon having such
authority and many of CIA's alleged short-comings are due to this lack,
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dpparsntly the Investigators cbtained most of their information an
ICAPS from others in CIA and elsemhers, 38 it is not always exact, It
does not reflect much of the brief discussicns with the Investigators in
ICAPS. At that time, the Investigators indicated largely their concern over
the duplicative functions of the Standing Committee (which is hardly mentioned
in this Report) and the more active persmal participation of the IAC
kembers in substantive intelligence,

43 stated on Page 16 a4 new agency camnot be built up effectively
and efficiently in a short time, especially when the subject is fntellizence
in which thers hes been no long American civilian experience,

An inherently incompatible viewpoint is prevalent throughout the
reports It recognizes that compulsion will not achieve full coordination
btut then adversely criticizes CIA for not being more positive, firm, and
definits in its policies and procedures with the TAG Agencies,

Throughout the report there is the impressicn that the antheors often
nwish to make changes for the sake of change. Whereas personnel is criticized
threughout the Report, we note that but few concrete reccomendations have
been made. Too often their recommendations are of a very academic nature
which, in Washington, in this day a2nd age, ave tco unrealistic for practicable
applicaticn.
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Although the Index listis only Page IS zs the Investigators' report
on ICAPS, there are several other specific comments on and references to
ICAPS throughout the Repert, so this section will contain ICAPS! comments
on the Investigators! criticisms and suggestions as they pertain to IDAPS.

O PAGE L: As suggesied ICAPS is aiready ".....composed of persocnnel
derinTlely &ssigned to and responsible to the Director of Central Intelli-
gence.....on a full-time basisg.....". We are not sure what the Investigators
mean by how.it could best be "recconstituted and strengthensd" unless they
mean that 1t should be given stafl autherity for coordination and planning,
to act within CIA as well as among thé JAC Agencies. The Investigators
spent but a short time on two different cccasions in ICAPS, total time about
an hour, inadequate for personnel evaluation, so we think that "strengthenedn
does not mean necessarily a change of personnel.

Also, ICAPS is already ".....charged, on a full~time basis, with
carrying on continuous planning for the coordination of specific intelligence
activities? and it does endeavor to ".....support the Direstor in fulfilling
cne of his most important and difficult duties under the National Security
Act", The collateral duties of two of its members representing the Director
on the Hational Security Council 5taff and on a planning Subcommittee of
SANACC do not detract from the staff responsibilities of ICAPS.

As CIA has become nore firmly established since the original days
of its organization three years ago, there has been considerable plaming
in the operating offices of CIA and considerable moridng-level liaison
and coordination, se that the duties of ICAPS in the purely planning
field have naturally changed somewmhat and include some high-level troukle-
shooting as well as listson and coordination activities. o

In connection with the whole question of coordination, the statement
of the Investigators on Page 5 should not be logt sight of in view of the
recurring procinence given to thelr eriiticism that there is a lack of
coordination. ‘e quote and underline the section which is particularly
applicable and which has usvally been ocur policy, but which in other
sections of this Report is criticized as being the undesirable method:
"In concluding the consideration of this most vital problem of coardinatien
of intelligence activities, it should te emphasized that coordination can

nost effectively be achieved by mutudl eement atong tie various agencies'.
A Iogical deduction is that a pricary stg? Tinction of Icm:ﬁl% be to
bring about this *mutual agreement.®

Coordination by mutual agreement is, and has been, the policy of
ICAPS and CIA so0, naturally, perfection cannot be attained promptly or
"precisely” or imposed forcefully; yet elsewhere throughout this Report
CIA is criticized for not forcefuily directing the various goverrment
agercies engaged in intelligence along the line of centralization, even
when thers is no recl authority to do this granted to CIA by law cor by
directives. Furthermore, none of the IAC Agencies will accept the *direction®
of CIA, an authority outside their own departments and %o which they are

hot primarily reszonaible,
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ON PAGE 9: "The Director's Fianning Staff for coordination of
activitles should review the question as to what subjects might appropriate—
1y be assigned to the pew Research and Reports Division for central
research and report and what services now centrally performed in CIA
right be eliminated®. This recommendation would put the reconstituted
ICAPS back in to planning within CIA where 1t was before the above-mentioned
duties were given to T & S5 and A & M and other CIA offices. In this we
CONCUY - .

j

The next sentence in this paragraph reads: "The Intelligence Advisory
Commitiee would he the agency to determine the allecaiion of work, and in
case of any failure to agree, the matier would be referred to the National
Security Couneil". This transcends the determination alrsady arrived at
in NSCID 3, by alloting to the IAC authority to determine the work within
CIA alse. In this we do not concur sinece it would abrogate the control
authority within his own organization of the Dirsctor of CIA.

ON PAGE 30: The paragraph atout ICAPS on this page 1s merely a
statsment of fact. As stated ICAPS is comprised of persons "mominated!
by their Departments for assisting the Director and the IAC. Nothing is
sald here aboul divided loyalties or about not being wholly responsible to
the Director yet elsewhere in the Report these two unsubstantiated view-
points seem So be given credencs.

0: ?AGE L3+ As stated, the IAC and ICAPS are certainly two organizations
assistin, the tirector respecting coordinaticn and this might be extended
2lso to OCD, but on a wholly different (operating) level. The first two
are on the planning level and the "eoordination® which OCD deoes is ordinary
day to day business incidental to the operation of its Office in acecordance
with efficient centralization, chanelizing of communications, security
requirements (Cf. Comments on OCD under heading "ON PAGE 61," etc.)

QY PAGES Lb6=Lf: This is the principal section about ICAPS. It .
refers to it as a Mstaff unit,M at the begimning of thls section, but later
on indicates that it has been encumbered by "operating responsibilities®.
Halversen's position with the JIG has siready been taken out of ICAPS and,
we should say, more properly allocated to OCD rather than to ORE, which
these Investigators think "has almost exclusive interest” in his work.

The desiznadons of Childs to the NSC Staff and MacCarthy to the SANACC
Subecnnittee do not entail "eoperating responsibility". They represent the
Birector at.these meetings. Any demands for operaticmal support of NSC
Staff activities are fulfilled by operating echelons of the interssted
Departeents or Agencies such as ORE, Policy Plamning Staff of Department
of State, etc. Furthermore, the SANACC Subcommittee for Special Studies
and Evaluations is plamning in peacetime for the coordinated use of
Psa‘cholegical;ﬂarra%ﬁr'n'fie) in time of war or threar of war.

I
As stated, ICAPS does "review the intelligence activities of the
Government® and “assists the Director?” but all "measures of coordination”
are not "indtiated" within ICAPS. The JAC members or various offices in
CIA often take the Ilirst steps in bringing to our attention new matters
requiring coerdination.
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Contrary to the implications of the Report, ICAPS does "heve an
intimate lmowledge of the organization, responsibdlities, and activities
of the various intelligence agencies”, We do not, however, lmow what their
nmpriorities? are. We think that the IAC agencies would consider it

redundant to keep us informed on their om prioritles, which may change
from day to day, or even from hour te hour.

INTHL2)

Qur "achievements™ do not necessarily indicate "failure to appreciate
the breadth of the responsibility of the CIA for coordimition of intelligence
activities™. Then authority is lacking and when "coordingtion can mesi
effectively be achleved by matual agreement®, a greal gap between real
accemplishnents and the far higher desire to realize greater coordination
is inevitable.

Contrary to the Report!'s statement, ICAPS was not "originally
expected” to be the secretariat of the IAC, but did assume these duties
a year ago and 1s now carrying them out in conjuncticn with the Standing
Commi ttee members as requested by the IAC.

®There nas been confuaion between the functicons of ICAPS and those
of the Standing Comnittes”. This is in large measure caused by a redundancy
in the membership of the two groups. In our opinion the Standing Committee
is unnecessary.

Contrary to the statement in the Report, ICAPS is 2 “staff of the
DCI" not a "commitiee representing the member agencies®., We work f -time
in CIA. Although paid by our respective Departments, thls does not cause
ndivided loyalties®.

The paragraph at the bottom of Page L7 states: "In these and other
ways ICAPS has acquired operating rather than planning functions and has
secome, to sope extent, a buffer betmeen the operating parte of the
Central Intelligence Agency and ontside agencies. In carrying out both
its planning and operating functions, it is not in close touch with the
intelligence htranches of the Central Intelligence Agency. There are
nucerous camplzints that it is not only failing to carry ocut its om
mission properly, but is actually impeding the other parts of the Central
Tntelligence Agency in carrying cut theirst,

With reference to the part time “operating responsibilities®
nentioned above, ICAPS does not knmow in what "other ways® itins
acquired operating rather than planning functions. ICAPS is a "buffer®
Leiween the operating parts of CIA and ontside agencies as it was
constituted in part for this purpose. This is a necessary znd desirable
function to enhance the contacts between the worldng level and higher
levels. Some friction has developed between the operating offices of
CIA on the one hand and the IAC Agencies on the other when our planners
on the operating levels have actively completed direct plans, agreements
or operations, without giving adequate consideration to the overall
policies of the respeciive agencies.

Fe note that the Peport states: "in carrying out both its planning
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amd operating functions, it is mot in close touch mith the intelligence
branches of the Centrzl Intelligence Agency™. We maintain that in

our designated field we are ™in close touch™. The former internsd
inspection and planming functions of ICAPS were {ransferred to other
CIA offices a yemr and a half ago. If ICAPS should have the staff
gutherity recommended in the Report, closer touch is bound to result.

Undeubtedly there are "mumerous complainis” about ICAP3, but when
any of them have been referred to us, me heve endesvored to rectify
the situation. We should be glad to have the other offices in QL4
{wno have apparently made these complaints) tell us how we are
“"impeding the other paris of the Ceniral Intelligence Agency in carry-
ing out their nissions".

Few individuals can legitimately claim to be experienced "authorities®
aon the "problems of intelligence organization®. We male no such claim,
It is pointed out above that we can "grasp the nature of the responsibility
for cocrdination of intelligence activities™ without being able to accomplish
ultimate perfection through the above mentioned "mutual agreements® and
through lack of an overriding suthority which cannot impose its will on
other independent agencies. And, since ICAPS has been excluded from
internal study of CIA, the requirement for experienced %authorities on
problers of inielligence organization™ is not apparent.

Ol PAGES 61 and 62: As suggested, ICAPS already is "within the intermal
organization of the CIA ..... set up clearly as an integral part of the
Agencye....." but under present authority it is not "charged with the task
of seeling out,stu and developing in consultation with the other parts
of the GIA snd outside agencies, plans for the cocrdination of intelligence
activities". (Applicable words underscored.)

Wie do not understand how ICAPS can become a "smallfrcoordination
division" devoting itself to planning and at the same time direct the
carrying out of fcertain current tasks" of OCD, which are opsrating functions.

CCD is "constantly dealing with the day to day working level problems
of collection®, If these cannot be solved on the working level under
standing instructions and if these standing instructions impede its
procedures, ICAPS could well take up intardepartmental coordination
measures to snooth out these matters if it had the authority to seek out
and study internal CIA procedures,
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It would assist the coordination of intelligence activities if the
"Coordination Division" had the authority to assure the adequate implementa—
tion of variogus directives - HSCID's, DCI's, etc. - a8 it 4s known that in
sorme instances offices, within CIA and within the IAC Agencies, do not always
carry them out, - ,éJ
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